Open for Business

A Primer for Starting a
Neighborhood Networks
Center

A Publication of the U.S.
Department of Housing
and Urban Development




~?

O oaarn

This publication was developed by the U.S. Department of Housing and Urban Development to assist in the
planning and development of Neighborhood Networks centers.

The guides in this series offer “how to” information on starting up a center, creating programs and
identifying center partners; marketing and media outreach; center and program profiles and a wealth of
resources.

Neighborhood Networks is a community-based initiative established by the U.S. Department of Housing
and Urban Development (HUD) in 1995. Since then, hundreds of centers have opened throughout the
United States and Puerto Rico. These centers provide residents of HUD-assisted and/or -insured properties
with programs, activities and training promoting economic self-sufficiency. These guides contain examples
of successful center initiatives and how you can replicate them.

This guide was published in 2001.

To receive copies of this publication or any others in the series, contact:
U.S. Department of Housing and Urban Development
Neighborhood Networks
2277 Research Boulevard, 5J
Rockville, MD 20850

Neighborhood Networks Information Center
Toll-free (888) 312-2743
E-mail: neighborhoodnetworks@hud.gov
TTY: (800) 483-2209
All publications are available from the Neighborhood Networks Web site at:

www.NeighborhoodNetworks.org
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Section 1: Introduction

Every day, in HUD Multifamily communities nationwide, people
are becoming economically self-sufficient because a
Neighborhood Networks center located on the premises of their
housing development is providing them with access to computer
technology, educational programs, job training, health care
information and other social services.

In rural, urban and suburban communities everywhere,
Neighborhood Networks centers are successfully delivering
programs and services that move people toward economic self-
sufficiency. To do this, their efforts are strategic.

Operating a Neighborhood Networks center is like managing a
business. To be successful there needs to be sound financial
management, committed and experienced staff, product
development that reaches the targeted population, strategic
marketing and income generation.

But while center planners should operate the Neighborhood
Networks center like a business, they should always be aware
that the center is there to serve people and foster community
development.

Open for Business, A Primer for Starting a Neighborhood
Networks Center encourages center planners to think like
businesspeople working in a nonprofit environment. Throughout
this manual, center planners will learn that there are distinct
advantages to becoming a 501(c) (3) organization but the
emphasis is placed on adapting a businesslike approach, paying
attention to the administrative and managerial responsibilities that
lead to success.

This manual is designed for stakeholders interested in starting a
Neighborhood Networks center. Each of its sections has a
different focus and guides center planners through the process of
center development.

How to Use This Manual
Each chapter of the manual focuses on an important aspect of

center operation. This introduction provides an overview of the
national initiative and the roles of centers.

~?
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Section 2: Neighborhood Networks Annotated Resources
provides links to important resources on the Web that
correspond to each of the remaining sections of this manual.
Section 3: The Foundation of Basic Business Decisions
describes the benefits of becoming a nonprofit, tax-exempt
organization. It then reviews the process for developing a
business plan for a center, getting the plan approved and
opening the center.

Section 4: Asset Mapping and Fund Development describes
an alternative approach to the traditional needs assessment
that focuses on the assets of a community rather than its
liabilities or needs. This section also covers the process of

developing a budget and the basics of proposal writing so
center organizers can fund the operations of their centers.

Section 5: Program Development outlines some potential
programs that could be offered at a Neighborhood Networks
center, provides guidance about how to decide the priorities
for residents and gives tips about several types of programs
commonly offered at centers. This section also describes
communications strategies center organizers can use to
inform target audiences within their community about their
programs and successes.

Section 6: Applying for and Obtaining Nonprofit Status
describes the processes of applying to state government to
file articles of incorporation and bylaws and to the IRS for
nonprofit, tax-exempt status.

Section 7: Partnership Development outlines the important
process of forming partnerships between centers and local
businesses, nonprofit organizations, educational institutions,
government agencies and others. For most centers, partners
provide volunteers, in-kind donations and technical support
that help sustain their operations. This section also offers tips
for formalizing these relationships and sustaining them over
time.

Section 8: Evaluating and Promoting the Center covers the
basics of program evaluation, an important aspect of center
operations that provides rewards in future fund raising. It
describes how to use an online tool called START to collect
data on center programs and how to communicate results to
critical audiences.

Section 9: Timeline provides a sample timeline to implement
the steps of planning and establishing a center outlined in this
publication. Center planners can modify this timeline to
correspond to their own resources and timeframes.

>
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Each chapter focuses on another important aspect of center
operation. Have questions? Feel free to call the Neighborhood
Networks Information Center at (888) 312-2743 and ask to speak
to a technical assistance provider. Specially trained staff is
available to help.

About Neighborhood Networks

Neighborhood Networks is a community-based initiative of the
U.S. Department of Housing and Urban Development (HUD) that
encourages the development of community technology centers in
privately owned HUD-assisted and/or —insured housing. By
catering to the needs of children, adults and seniors and by virtue
of their convenient location, centers are helping residents gain
access to critical services that help them obtain better jobs,
improve their education and achieve a better quality of life for
themselves and their families. It was established in 1995.

From the outset, property owners and managers of HUD assisted-
and insured-housing embraced the concept of creating
technology centers that bring digital opportunity and lifelong
learning to residents. In just two years, more than 200
Neighborhood Networks centers opened; between 1997 and
1999, the number more than doubled. By mid-2001, there were
well over 800 centers.

Communities Prosper With Neighborhood Networks

By encouraging the creation of Neighborhood Networks centers in
Multifamily properties, HUD is working to ensure that residents
are given access to information technology and concomitant
economic opportunities. Neighborhood Networks centers are
proving to be important players in helping Americans - regardless
of age, income, race, ethnicity, disability or geography — gain
access to 21st century tools and skills.

Each Neighborhood Networks Center is Unique

An important aspect of the Neighborhood Networks initiative is
that no two centers are alike. Residents, property owners and
managers establish local centers that are tailored to the needs of
their communities. Centers are locally driven.

Neighborhood Networks was intentionally designed to be easily
replicable in any community. Centers are easy to replicate

>
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because they are not given programmatic parameters. While HUD
provides technical assistance and limited funds to property
owners, the specifics of programmatic development are left to
center planners.

Typically, a Neighborhood Networks center is a room or series of
rooms equipped with computers and located on site or near a
HUD-assisted and/or —insured housing development.

Centers usually offer computer and Internet access, staff
assistance and a range of training resources for residents. Center
programs may include computer training, adult education and
General Equivalency Diploma certification, after-school homework
help, job readiness training, microenterprise development, health
care information, and a variety of youth and adult social services.

To provide these programs and services, centers partner with businesses,
government agencies, nonprofit, civic and faith-based organizations, and
foundations which provide both cash and in-kind contributions. Centers are
urged to become nonprofit organizations, which increases their opportunities
for support.

So Many Stakeholders, So Many Beneficiaries

Residents, property owners and managers, community stakeholders and the
community at large all benefit from having a Neighborhood Networks center
helping promote individual self-sufficiency.

U Residents gain convenient access to programs and services that can
help them improve job skills, expand their education and become
economically self-sufficient.

U Property owners can experience lower vacancy rates, a stabilized
tenancy, reduced crime and improved community pride.

O Local partners have access to a new pool of potential employees and
additional sources of business. Local partners can also meet their
commitment to philanthropy and receive positive publicity through their
involvement with centers.

O Communities benefit from safer neighborhoods, a more vibrant and
connected population that works to improve education, expand
employment opportunities and increase economic self-reliance

A Center’s Financial Backbone
Neighborhood Networks is not a grant program. HUD provides

limited financial assistance and can help property owners,
managers and center staff identify additional funding sources.

> Networks

Neighborhood Networks
Services

A Neighborhood Networks
center can provide:

Q

U OO0 O O 00D O O

Computer access and
training

Job readiness programs
and support

General Equivalency
Diploma classes

Adult education classes
Literacy programs
Youth education and
recreation programs
Anti-drug and crime
prevention programs
Health and wellness
activities

Child care services
Transportation
Microenterprise
development

Social services

>
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The initiative encourages centers to become sustainable by
developing partnerships with businesses, nonprofits, government
and social services agencies, educational and health institutions,
faith-based organizations, civic organizations and foundations
which can provide cash and in-kind services.

HUD’s Role in Neighborhood Networks

HUD encourages the creation and expansion of Neighborhood Networks centers
by guiding property owners, managers, and center staff through the
Neighborhood Networks center development process and providing limited
financial assistance. HUD also provides technical assistance which covers a wide
variety of topics critical to center development and long-term sustainability,
including partnership building, fundraising, grant-writing and business-plan
development.

Available Resources

One of the unique advantages of a HUD Neighborhood Networks center is the
scope of technical assistance options that is available to center planners at every
state of a center’s operation.

We've already told you about the technical assistance that is available by calling
the Neighborhood Networks Information Center. While you are on the phone,
inquire about the dozens of guides, fact sheets and other publications;
conferences; workshops, mentoring and marketing materials that are available at
no charge to Neighborhood Networks centers.

START Now!

Keep this manual handy and refer to it often. Use its
recommendations, like filing the center’s business plan using the
easy-to-use online Strategic Tracking And Reporting Tool, called
START.

File your business plan with HUD and pending approval you soon
will be a bonafide Neighborhood Networks center!

Welcome to the family of Neighborhood Networks centers
nationwide.

> Networks

Neighborhood Networks
Resources

Visit the Neighborhood
Networks Web site for all of
the information you will need
for your center. From
fundraising to childcare to
new programs to START, the
Web site has it all.

For general information:
http://www.neighborhoodnet
works.org

For START:
http://www.hud.gov/nnw/start
newcenter/nnwbusiness.html

For all other Neighborhood
Networks guides and toolkits:
http://lwww.hud.gov/nnw/nnwr
esources.html
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Section 2: Neighborhood Networks Annotated Resources

The chart below describes Web-based resources that are available to center planners as they begin planning
and operating new centers. The resources correspond to each of the subsequent sections of the manual, so
planners can refer to them as they progress through the planning and implementation process.

Many of these resources are located at the Neighborhood Networks Web site at
http://www.neighborhoodnetworks.org. This site provides information on all aspects of starting and sustaining
a center. It should be the first place you look for information.

Other resources are available from government, nonprofit, and commercial sites. While HUD has evaluated
these resources and believes them to be valuable to center planners, Web sites change constantly. HUD is

not in a position to monitor these changes or evaluate the content based on the changing laws of all
jurisdictions in the U.S., so it is important for visitors to these sites to determine the value of the content for
themselves and to seek relevant legal, financial and other professional advice before proceeding with the

recommendations from these sites.

General Neighborhood Networks resources

http://www.neighborhoodnetworks.org

Your first stop in planning your center.

http://wbt.neighborhoodnetworks.org/

Neighborhood Networks Web-based workshops

http://www.hud.gov/nnw/startnewcenter/nnwbusine
ss.html

The Strategic Tracking And Reporting Tool (START). Create
and edit a Neighborhood Networks business plan.

Section 3: The Foundation

http://www.irs.qov

Provides links to all of the necessary 501(c)(3) forms and
instructions on how to fill them out.

http://www.ctcnet.org/toc.htm

CTCnet'’s guide on developing a community technology center
such as a Neighborhood Networks.

http://www.businesstown.com

Provides definitions of accounting and small business terms.

Section 4: Asset Mapping

http://www.nwu.edu/IPR/abcd.html

The ABCD Institute’s John Kretzman and John McKnight
developed and spread the concept of asset mapping — great
link to a workbook and other asset mapping materials

http://www.ctcnet.org/ch2.htm

CTCnet'’s guide to asset mapping and finding resources in the
community.

http://www.madii.org/amhome/amhome.html

The Madii Institute’s general information on asset mapping.

http://www.ctassets.org/library/glossary.cfm

An asset mapping glossary.

Section 5: Program Development

http://www.iit.edu/~livewire/

Provides Internet training to youths in Chicago and online.

http://www2.ctcnet.org/ctcweb.asp?webcat=youthed

Links to potential children’s programs.

http://www.careerpath.com

Lists jobs available in the community and links to local training.

http://lwww.lgta.org

The Land-Grant Training Alliance offers free online basic
computer skills training.

http://www.managementhelp.org/prog_mng/np_pro
gs.htm

Basic Guide to Nonprofit Program Design and Marketing
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http://www.usworkforce.org Gives information on the Workforce Investment Act (WIA) and
how a center can become a WIA training provider.

Section 6: 501(c)(3) Status

http://www.irs.gov Provides links to all of the necessary 501(c)(3) forms and
instructions on how to fill them our.
http://www.nonprofits.org/npofag/18/85.html Information of the IRS 990 form.
http://www.qual990.org/index.html The Urban Institute’s guide to the IRS 990 form.
http://www.allianceonline.org/fags Information on frequently asked questions regarding tax-
exemption.
http://nonprofit.about.com/library.weekly/aa050599 | Provides suggestions on board or directors orientation
.htm materials.
http://www.nass.org The National Association of Secretaries of State has

information regarding individual state’s requirements for
obtaining 501(c)(3) status.

Section 7: Partnership Development

http://www.financeproject.org/ostpartners.htm Information on partnerships between nonprofits and other
organizations.

http://www.audit- Resources to create partnerships to tackle complex problems

commission.gov.uk/comsafe/2_1.html (link from the United Kingdom)

http://www.liscnet.org Focuses on developing community through local partnerships.

National Partners as described in Section 7:

http://www.aacc.nche.edu American Association of Community Colleges

http://www.bphc.hrsa.gov The Bureau of Primary Health Care

http://www.calstate.edu California State University System

http://www.4woman.gov/COE/index.htm Centers of Excellence in Women's Health

http://www.geocities.com/arttechycp/index.html Digital Art Communities

http://www.hopeww.org HOPE worldwide (HOPE)

http://www.ncoa.org The National Council on the Aging (NCOA)

http://www.ncoa.org/CIN/cin_intro.html The NCOA's Consumer Information Network

http://www.techforall.org Technology For All

http://www.thinkquest.org ThinkQuest

http://www.youthventure.org Youth Venture

http://www.yar.org Youth as Resources

Section 8: Evaluation

http://www.wkkf.org/publications/enalhdbk/default.h | The W.K. Kellogg Foundation Evaluation Handbook is a good
tml place to start when designing an evaluation.

http://www.mapnp.org/library/evaluatn/fnl_eval.htm | A basic guide to program evaluation.
#anchor1575679

http://www.united-way.org/outcomes The United Way’s overview of outcomes-based evaluation.

http://www.inetwork.org/repair/index.html This site has guidelines for collecting information and analyzing
data.

http://www.goa.gov/cgi-bin/ordtab.pl The General Accounting Office has free books on designing
evaluation, developing and using questionnaires, and interview
techniques.

>
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Other resources

http://www.freeresumetips.com/resumetips/nonprof
it.ntml

Suggestions on how to cater your resume for non-profit
positions.

http://www.emedia1.mediainfo.com/emedia

Provides a searchable list of media contacts.

http://nonprofit.about.com/library/weekly/aa081297
.htm

Information from about.com regarding fundraising tips.

http://www.cdfa.qgov/public/cat-writing.htm

The Catalog of Federal Domestic Assistance provides
information on how to develop a successful grant proposal.

http://www.ctb.lsi.ukans.edu

The University of Kansas’ Community Toolbox includes
suggested hiring references.

http://classroom.sba.qgov

The Small Business Administration Classroom has resources
available with information on staffing.

http://www.trainingsupersite.com

Offers ideas on staff development and training.

http://www.foundations.org

A directory of charitable grantmakers with information about
corporate, private and community foundations.

http://www.tgci.com

The Grantsmanship Center provides grant information and
grantsmanship training for federal, state and community
foundations.

www.not-for-profit.org

The Nonprofit Resource Center has a wealth of information on
grants and funding.

http://www.foundationcenter.org

The Foundation Center is an independent nonprofit information
clearinghouse that collects, organizes, analyzes and
disseminates information on foundations and corporate giving
programs.

http://www.businesstown.com/marketing/lowcost-
marketing.asp

Provides information on how to market your center on a frugal
budget.

http://www.helping.org Helps nonprofits find donations and volunteers.
http://www.compumentor.org Offers nonprofits discounts on computer software.
http://www.giftsinkind.org Offers nonprofits discounts on computer software.

http://www.npower.org

Offers advice on technology planning and grant writing.

http://www.technogrants.com/moretips.htm

Offers advice on writing successful grant proposals.

2.1 Neighborhood Networks’ Publications

There are many Neighborhood Networks publications available to centers. These factsheets, guides and other
publications can provide detailed information on almost all aspects of the initiative. To find out which
publications are available, click here: http://www.hud.gov/nnw/resourcesforcenters/nnwpublications.html

To order these Neighborhood Networks publications, call the Neighborhood Networks Information Center at

(888) 3122743,
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Section 3: The Foundation of Basic Business Decisions

Section 3 describes the benefits of becoming a nonprofit, tax-exempt
organization. Properties owned by nonprofits may not need to take this
additional step because they can use the nonprofit status of the owner to
attract donations to the center. Centers serving properties owned by for-
profit businesses may wish to consider the benefits of establishing a tax-
exempt nonprofit organization to operate the center. This section explores
these benefits, and Section 6 describes the process for applying for
establishing a tax-exempt nonprofit organization.

Section 3 also reviews the process for developing a business plan for a
center using a valuable online tool called START, the Strategic Tracking And
Reporting Tool. START walks users through the process of planning a
center and, at the end, provides a business plan that can be submitted to the
HUD Neighborhood Networks coordinator for approval. The business plan
can also be presented to other potential funders.

In the final part of Section 3, center planners can find introductory information
about staffing, volunteers and financial management required for the initial
planning phase.

3.1 The First Decision: IRS Section 501(c)(3) status

Although it is not necessary, there are many benefits of being a nonprofit
Neighborhood Networks center. Some centers operate successfully as a for-
profit entity, but this manual provides information on how to obtain 501(c)(3)
status. This is the first basic business decision that needs to be made.

Why is incorporation beneficial?

Often, incorporation is the first step toward tax exemption, which is a
keystone in the nonprofit sector because it allows the organization to
receive tax-deductible gifts and avoid paying taxes.

Also, if a Neighborhood Networks center becomes a nonprofit
organization, it is appealing to funders and large grant institutions. The
structure of the application generally means that the organization has a
solid structure, and the ability to receive tax-exempt donations.

Most tax-exempt organizations are required by law to incorporate. There

are at least eight great reasons to become a nonprofit organization:

O Cost savings: You are, or will be, making a profit. Despite the term
"nonprofit," nonprofit organizations are allowed to make a profit.

> Networks

Want more information?

Neighborhood Networks
offers many guides and fact
sheets relating to numerous
topics in this manual. Call
the Neighborhood Networks
Information Center at (888)
312-2743, visit the Web site
or use the reference to the
publication order form in
Section 2 to obtain these
helpful tools. Here is some
suggested reading for this
section:

e Easy Step-by-Step
Advice to Start a
Neighborhood Networks
Center

o The Benefits of Starting
and Working with a
Neighborhood Networks
Center

e Resource Guide (Second
Edition)

Open for Business: A Primer for Starting a Neighborhood Networks Center
Manual |

Page 13
2001




~?

“Neighborhood

Because income is tax-free, in most cases, nonprofits are able to keep

and use more of the funds they raise.

Altruism: The focus of the center is on improving the community rather

than making a profit.

Cost savings: Mass mailings, usually done to attract members or

contributors, are cheaper than regular commercial mailings.

Cost savings: Many publications offer cheaper classified advertising

rates to nonprofit organizations.

Cost savings: Many Internet service providers offer discounted space

to nonprofit organizations. Having a presence on the World Wide Web

becomes increasingly important for an organization’s visibility and
exposure. Discounted Internet rates can save a substantial amount of
money

Cost savings: Nonprofits are eligible for radio and television promotion

through free public service announcements.

U Eligibility: Employees of nonprofit organizations can be eligible to
participate in job training, student-intern, work-study, and other federal,
state and local employment incentive programs where salaries are
substantially paid out of government funds.

o O O O

U

Do any of the above situations apply to your new center? If so, you'll
probably want to incorporate your center as a 501(c)(3).

Although there are many benefits to receiving 501(c)(3) status, there are
some disadvantages. Most of them have to do with cost and paperwork
required for establishing the nonprofit and completing tax returns each
year. In addition, a great deal of time and energy are required for setting
up accounting systems, record books and bank accounts, drafting bylaws,
filing articles of incorporation and completing IRS forms.

It can take up to one year to receive provisional 501(c)(3) status.

Although there are disadvantages, the process is relatively easy and
described in Section 6 of this manual.

3.2 Running a Neighborhood Networks center like a small
business

One major misconception of becoming a nonprofit organization is that the
center is not allowed to generate revenue or sell a product.

In fact, many nonprofits benefit from 501(c)(3) status by operating as a
small business. Think of small businesses in your community. Although
it provides a service to the community, it must be managed efficiently,

> Networks

Is there a difference between
“nonprofit” and “not-for-
profit”?

In technical terms, there is no
perceived difference between the
two terms. Legal statutes even
refer to the two terms
synonymously. The practical legal
definition established by the
Internal Revenue Service (IRS),
however, does make a distinction.

“Not for profit” refers to an activity,
such as a hobby, for example. If
a Neighborhood Networks
resident enjoys fishing, but does
not do so to make money, then it
is a not-for-profit activity

“Nonprofit” refers to an
organization established for the
purposes other than profit-making.
Many people think that a
‘nonprofit” designation means that
the organization is a charity. This
is not true — many nonprofits
make large amounts of money.
For example, Georgetown
University, a nonprofit institution is
in the midst of raising $500 million
in a capital campaign. Many
nonprofits like Georgetown, raise
large sums of money through
donations and contributions.

If a Neighborhood Networks
center obtained 501(c)(3) status,
the proper term, according to the
IRS, would be “nonprofit.”

>
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including hiring the right staff, employing accurate accounting systems
and building the business by marketing it within the local community.

A Neighborhood Networks center is very similar.

It is important to know how to start a Neighborhood Networks center, but the
task can be new and exciting to a new center director. Here are some
helpful hints for the first few days on the job:

3.21  Write a Neighborhood Networks Business Plan

A Neighborhood Networks business plan is how you and a board of directors
operate and guide the center.

While the document is important to the day-to-day operation of the center,
does the idea of creating and writing a business plan sound daunting to you?

That doesn't have to happen. Neighborhood Networks’ Strategic Tracking
And Reporting Tool (START) is an online business planning tool that centers
can use to develop a business plan.

Since the document is created and stored online, it is easy to update so that
it can provide an accurate and timely picture of center operations.

By utilizing the START tool in conjunction with this manual, your center will
develop the following elements of a business plan:

Executive Summary and Statement of Purpose

O Organizational Management (Governance, Accounting and Staffing)
O Program Planning

U Marketing and Outreach

U Budgeting, Planning and Fundraising

U Program Evaluation

O Overall Organizational Assessment

Access START today by visiting the Neighborhood Networks Web page and
clicking on Business Plan Resources on the left-hand tool bar.

START is vital to the center - it is important to center sustainability because
funds, partners and other community stakeholders may ask to see it to
determine whether they want to support the center.

A business plan is the first marketing and planning document for any
Neighborhood Networks center.

> Networks

Charting the Course:
Online Tool Makes Business
Planning Easy!

Neighborhood Networks’ Strategic
Tracking and Reporting Tool
(START) is an online business
planning tool that centers can use
to develop a business plan.

Since the document is created
and stored online, it is easy to
update so that it can provide an
accurate and timely picture of
center operations.

By utilizing the START tool in

conjunction with this manual, your

center will develop the following

elements of a business plan:

O Executive Summary and
Statement of Purpose

O Organizational Management

(Governance, Accounting and

Staffing)

Program Planning

Marketing and Outreach

Budgeting, Planning and

Fundraising

Program Evaluation

Overall Organizational

Assessment

U0 OD00

Access START today by visiting
the Neighborhood Networks Web
page and clicking on Business
Plan Resources on the left-hand
tool bar.
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A business plan is a written document that:

U Describes the center’s goals

QO Identifies where the center is and where it wants to be tomorrow
O Defines the steps that help a center achieve its goals

For Neighborhood Networks centers, a business plan should guide the staff
during the lifetime of the center. It serves as a blueprint for the center and

contains the tools the staff needs to analyze the center and implement changes.

For a business plan to be of value to a Neighborhood Networks center, it is
essential to keep it current.

If a center is planning to seek financing, potential lenders or investors may
require a business plan. This document is crucial, therefore, in establishing the
center as a small business in the community set to serve residents.

And effective business plan is:

O Aforward thinking strategy

U Aroadmap for the next several years
U Revised, as appropriate

U Revisited regularly

The first step towards creating a Neighborhood Networks business plan is to
write a mission statement. A mission statement tells and explains what the
center does, whom it serves and why it exists. (See the side bar entitled
“Writing Great Mission Statements.”)

3.2.2 Neighborhood Networks Approval

After you complete a draft business plan using START, a HUD Neighborhood
Networks coordinator will review and approve the plan. This process is
completed through START. You business plan will be forwarded to the
appropriate Neighborhood Networks coordinator for review. A listing of
Neighborhood Networks Coordinators can be found in Section 2 of this Manual
under Resources.

3.2.3 Setting Up Shop

You've got the plan, you've got the approval and the enthusiasm; you're ready,
right? Not yet — a few more things need to be considered:

3.2.3.1 Staffing Your Center

One of the most important aspects of any Neighborhood Networks center is the
quality of its staff. Courteous, resourceful and reliable staff members are
essential to making the center a place where residents feel comfortable and
accepted.

> Networks

Writing Great Mission Statements

The best way to start writing a

mission statement is to brainstorm

ideas of why your center exists. For

this activity, take the time to write

down five to 10 ideas of how your

center will help your residents.

These can be ideas like:

O Improve the general welfare of
the community

O Help residents find jobs

QO Increase the computer literacy
among residents, etc.

After you have brainstormed on the
many potential missions of your
center, combine the most important
thoughts. This will serve as your
mission statement — your goals and
objectives for serving the
community around your center.

Here is a sample mission
statements prepared by the
Federation Gardens Neighborhood
Networks Center, in Miami, Fla.:

To open the world of computers and
internet technology to our senior
resident population and to help
bridge the digital divide that
separates lower income groups of
Americans from their more affluent
peers. The center's focus will be on
senior issues including to give
seniors an opportunity to stay in
better contact with their families,
become more aware of their options
regarding transportation health
care, nutrition, educational and job
opportunities, senior law, and other
aging in place concepts.

>
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As a center planner, you are tasked with officially opening the center and
making it successful. Although this is a fulltime and exciting task, it may
be helpful to recruit and hire staff who can assist you with your daily
duties. If your budget is tight, consider using volunteers.

If you are looking for staff members or volunteers, keep these essential
qualities in mind:

O Interpersonal skills are often more important than technical
ability. Technical skills can be learned or volunteered, but
instilling confidence in residents is a skill that is needed, too.

O Flexibility is necessary for staff members who might be working
with residents from toddlers to the elderly. Also, a staff member
may be assigned to complete a variety of activities, such as program
development and class instruction.

U Care and concern should be demonstrated at all times by staff members.

It helps if staff members relate to the residents and speak the
predominant language spoken at the center.

3.2.3.2 Paid Staff

As a center staff member, you know the variety and multitude of tasks that you
complete on a daily basis. By hiring a staff member, you may be able to focus on
the long-term development goals of the center. Paid staff receive a paycheck
from the center because they are capable of performing higher-level tasks.

Here are some suggestions for tasks that can be performed by center staff:

U Administrative: Program administration; liaison between the center and
the property manager; fiscal accountability
Communications outreach and development: Community relations, public
and media relations and researching grant proposals
Direct services: Educational activities, class teaching, job or career
counseling and center scheduling
Facilities and equipment maintenance: Site management, housekeeping,
technical support and troubleshooting.
Clerical and support services: Writing publications, sorting and routing
mail, maintaining inventories and record keeping.

o O O O

3.2.3.3 Volunteer Staff

Volunteers provide some of the best staffing options for Neighborhood Networks
centers — they work hard and do not require any pay or benefits. Sometimes,
volunteers can be more committed to a center than staff because they
demonstrate their commitment by working for free.

> Networks

Writing a job description

A Neighborhood Networks
center can benefit from the
work of paid staff and
volunteers, but recruiting
great staff members can be a
challenge. One way to give
an honest assessment of
what the work at your center
entails is to write a job
description. This should
include:
U A brief description of the
center and its mission
O A description of the
position, including title
and supervising authority
Duties and
responsibilities
Qualifications
Salary and benefits
Application deadline
Request for references

ooooD O

With an accurate job
description, you will be able

to recruit knowledgeable and
dedicated staff
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While many people are natural volunteers, you won't find a large team
that's motivated unless you can also tap their personal interests. If
people are interested in bridging the digital divide, talk to those most
affected by it. If people are concerned about better housing, talk with
disgruntled residents. You can turn their energy into positive energy by
discussing concerns and possible solutions.

Many factors influence whether volunteers will support your cause:
U Family responsibilities
U Professional interests
O Age, race, gender and sexual orientation
O Religious beliefs
O Income level

Unlike paid staff, volunteers are not bound to come to the center on a
regular basis. To ensure a good set of volunteers, make sure they sign a
commitment agreement prior to starting. Volunteers could:
U Help with special projects, such as a food drive or health fair
O Provide short-term technical assistance, such as filing the
center's 501(c)(3) application, computer troubleshooting or
assist with accounting procedures
O Teach a class at the center or provide job training.

3.2.3.4 Recruiting Strategies

Whether or not you choose to hire a staff member or ask for volunteers, it
is important to keep several recruiting strategies in mind:

U Know your audience. Think about their multidimensional qualities
and then focus on the aspects of your center or program that will
“speak” to them.

U Be prepared. Know your center and be prepared to answer questions
that you might not think to ask. No one wants to work for an organization
that is not committed to the work it does.

U Be genuinely excited about the work that you are asking them to do, and
let them know it will be a fun and worthwhile experience.

QO Listen to people. If staff members and volunteers say they would love to
come and work at the center but cannot afford bus fare, see if the local
bus company will donate a few tokens per month. If they need childcare,
try to arrange it for them. Listen to their needs and respond accordingly.

Q Offer diversity. If you have many ways for someone to get involved,
chances are the person you are recruiting will find something that strikes
their fancy. The trick is to provide people with lots of opportunities so
they can fit in where they feel comfortable. Some people just want to

> Networks

Need Staffing Advice?

Neighborhood Networks
offers a great guide to help
centers with staff
development. This guide is
available on the
Neighborhood Networks Web
site at:
http://lwww.neighborhoodnet
works.org.

>
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answer phones and stuff envelopes. Others will be more excited
about being an ombudsman for the center and speaking publicly
about it.
3.2.3.5 Caring for Volunteers
To make sure that new staff remain motivated, make sure your center
has one person who handles personnel issues. He or she should:

O Create ajob description. This will help staff and volunteers know
their roles

Q1 Establish a regular staff and volunteer schedule and timesheet to
track hours and duties

O Get to know each staff member and volunteer by first name

O Find ways to include staff in important decisions

O Recruit new volunteers

U Use incentives for people to work at your center, such as
discounted services from partners, college or high school credit,
etc.

U Develop a means of acknowledging the staff's efforts. One
smart way to demonstrate appreciation for those who work at the
center is to hold periodic events, such as picnics or parties.
Present staff with certificates or gifts, and you will be cementing
a relationship that will benefit your center for years to come.

3.2.3.6 Firing Volunteers
If you have ever had to fire a volunteer you know it is one of the hardest
things to do. Firing an employee is not fun, but it can be easier than
telling a volunteer their service is no longer needed.
Why fire a volunteer? Presumably, volunteers are filling an important
role. If a job isn’t getting done correctly or if the volunteer is disrupting
center operation, you have a responsibility to take corrective action.
This is why having a volunteer coordinator draft a volunteer job
description is crucial. Make sure to incorporate stipulations for becoming
and remaining a volunteer. Use phrases like “arrive on time,” “adopt a
positive attitude” and “maintain a high level of commitment to the
organization.” This language can be helpful when discussing job
performance with a volunteer and its impact on center operation.
>
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Neighborhood Networks Staffing Advice

Jacqueline Jones, director of social services at Interstate Realty Management Company, Philadelphia, Pa., which
operates Neighborhood Networks centers in several states, makes these recommendations:

Q

Q

Develop a clear idea of what role you are recruiting for. Smart growth for your center requires balancing the
type of staff your center needs and your budget.

Identify the qualifications and skills that are required to fill your position and include them in the job
announcement. Centers often need staff with both strong technical skills and interpersonal/motivational skills.
Know where to recruit. Recruit in places that will provide the best candidates. Colleges, universities, and
technical schools are good places to find applicants. Many centers have hired their own graduates to teach or
otherwise assist in the center.

Develop consistent recruitment policies. Before interviewing any candidates, develop a plan for assessing
their qualifications. Assign point values to the different skills or experience you are seeking, and rate your
interviewees accordingly. This will help you to initially screen candidates. Allow other staff members to meet the
candidates and consider their impressions and opinions. Finally, be sure that the candidate's interests are
compatible with your center's mission and goals.

Leverage your resources. While it is always preferable for both control and consistency to hire paid
instructors, if this is not within your budget, make the most of other resources. Tap into dependable sources of
volunteers, such as Eagle Scouts, high school and college students seeking internships, and the volunteer
center in your community.

3.2.3.7 Bookkeeping and accounting

Do you need help with money management in the center? Do you
understand the fundamentals of bookkeeping? What about filing all of
the tax-exempt forms?

Money management terms can be confusing. Accounts payable.
Account receivable. Balance sheets. Budgets. Much of this information
can be confusing and complicated and requires some basic accounting
knowledge. (see sidebar entitled “Basic Accounting Terms in Plain
English”)
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Basic Accounting Terms in Plain English
Neighborhood Networks Means Business!

Running a Neighborhood Networks center is not so different from running a business. Just like a business, a
center delivers its products (programs and services) to clients (residents) within a sustainable financial
framework.

Here are a few business and accounting concepts that center staff might find useful:

Assets are economic resources that are expected to produce future benefits. Think of ways your center’s
resources can generate income. For example, Oasis Neighborhood Networks Center, Fort Worth, Texas,
rents its space for meetings, banquets and community gatherings. Computers and software are assets, too.
Communities On-Line Center, Baltimore, Md., charges a fee for computer class enrollment.

Bookkeeping is the recording of a center’s financial transactions. Knowing detailed information on center
spending, income and finances enables center staff to make smart management decisions.

Start a journal, a notebook or computer spreadsheet, to record each time your center spends or receives
money. Be sure to note the reason for the transaction, whether it is purchasing new computers or collecting
earnings from a bake sale.

Costs can be classified as controllable, such as art supplies or printer paper, or uncontrollable, such as rent
or taxes. List the center’s costs and designate which are controllable. Then brainstorm ways to decrease
those costs. Would turning off the center's computers each night decrease the electricity bill?

Customer orientation is the philosophy that the customer is king. Successful businesses make a top priority
of giving customers what they want and need. Neighborhood Networks centers should regularly evaluate the
needs of their users through surveys and informal conversations to ensure that the center is offering the
appropriate programs and services. Often, customer-driven solutions can be as simple as changing the
center’s hours of operation to match residents’ schedules.

Group purchasing discounts are sometimes offered to groups of organizations that purchase supplies
together. Consider teaming with other community technology centers or organizations in your neighborhood to
approach an office supply store about a group rate.

Interest is the rate of at which money grows in value if placed in a bank account or other investment. Keep
most or all of the center’s cash in the bank until it is time to make a purchase. Because of inflation, money not
left in a bank account decreases in value.

Money market accounts are special bank accounts that offer slightly higher interest rates because the bank
invests the money.

Certificates of deposit (CDs) also offer high interest rates to individuals who pledge not to withdraw their
money until the CD expires. CDs are usually available for periods ranging from three months to several years
and can be for varying amounts.
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Another important tool for a center is a budget. Managing incoming and
outgoing money is often very difficult and time consuming. To help, the
START tool provides a budget template. This fill-in-the-blank form can
be completed with little time and effort and makes the budgeting process
much easier.

Finally, as mentioned previously in this section, a center can be for profit
or nonprofit, but it is essential that a center director have knowledge of
the tax status of the organization.

Once these financial steps are complete, a Neighborhood Networks
center can be off and running.
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Section 4: Asset Mapping and Fund Development

Section 4 will show center planners how to identify potential resources in
the surrounding community through an asset map of the community. The
asset mapping approach is an alternative to a traditional needs
assessment. Rather than focusing on the needs of the community, asset
mapping identifies the community’s assets, such as schools, libraries,
community colleges, small businesses, and other the assets of
individuals, including residents. Based on the asset mapping process,
center planners can begin to build relationships with these community
members, a process that is described more fully in Section 7.

The next segment covers basic budgeting, a critical step in center
planning. The tools and information presented here will help planners
think through all aspects of budgeting to start up a center and for ongoing
operations.

The final segment in this section describes fundraising and the
components of a successful proposal, such as the statement of need, the
proposal narrative, the budget, the evaluation component, and the
timeline.

4.1 Asset Mapping

One of the earliest steps that Neighborhood Networks center organizers
should complete is an asset map of the surrounding community’s
resources. These resources are provided by companies and
organizations in your community and might be available for your center.

This is necessary so that a center does not duplicate services already

existing in a community. A Neighborhood Networks center can create

new programs or services or develop ones that complement those that
are offered elsewhere.

Most importantly, through asset mapping and understanding the
community it serves, a Neighborhood Networks center can carve its own
niche. Residents will soon depend on and enjoy the services the center
provides.

Since the Neighborhood Networks center will serve the community,
center planners will need information about the resident population, as
well as the community programs and resources. When a center may be
expanding existing service programs in the community, demographics

> Networks

“There are no dumb
questions...”

Remember when your
schoolteacher would say,
“There are no dumb
questions” when she was
introducing something new?
Well, asset mapping is
related to this.

List every organization,
agency, store, and business
that you can think of that is
near your center. Just as
there are no dumb questions,
there are no institutions that
are out of the reach of a
Neighborhood Networks
center.

Have confidence within your
own community.
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and interests may be known, but identifying relevant community
resources and potential partnerships is still a worthwhile endeavor.

4.1.1 Designing an Asset Mapping System

An important question that center planners should ask is, “Who will
participate in the center and what are their interests?”

Usually, communities consist of people of different ages, races and
culture so there is no one program or activity that will fit all residents at
every center so general information about the community is important so
that center planners can make sensible choices regarding:

Space requirements for the Neighborhood Networks center
Hardware and software

Types of workshops or classes to offered

Multilingual capacity of center staff

Scheduling to maximize center usage

Numbers and types of teachers and volunteers needed

U000 00O

It will also be important to ascertain community interest and perceived
need among residents for education programs, job skills development, after
school activities, children’s’ programs, recreation, elder services and
business interests (such as learning accounting or financing skills).

41.2 Finding Asset Mapping Information

There are many ways to access information on the residents of your
community so you will understand how to approach the process of asset
mapping. Neighborhood Networks centers have many avenues available to
them and most are free to the public. Consider these references:

O US Census Bureau

U Board members or staff may have the knowledge or access to past
surveys conducted by municipal or civic organizations that may
complement or enhance Census data.

O Local government representatives may have access to data gathered by
local agencies.

U Neighborhood/resident meetings, focus groups of community residents
who share common interests (e.g. seniors, business owners,
unemployed residents, PTA members, tenant groups, etc.) may have
more personalized data.

After exploring these sources, if your center still lacks the information that
you feel you need, then consider creating a community survey.

Surveys oftentimes are very difficult to administer because most residents

> Networks

Making the Most Out of
Census Data

Census data is very
informative and thorough,
and provide an accurate
description of your
community. See the Census
Bureau’s Web site at
http://www.census.gov. The
data can be used to obtain
such information as:

O Size and density of
targeted population;

O Breakdown of population
by age, sex, ethnicity,
language of choice, and
education

Q Proportion of employed
to unemployed, average
income and predominant
types of employment or
occupation.
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are busy and do not have time to complete a survey. It may be more
beneficial to give a more detailed survey when residents start coming to
the center. When a resident becomes a regular center user, he or she
may be more willing to respond to questions regarding interests, needs
and potential contributions, than the broader resident community.

What if worse comes to worse and sufficient data is not available? Then
speak to four to five of the most active residents at the property. By
asking them to share their knowledge of other residents, you will build
trust within the community and come away from the discussion with a
good idea of what residents want from the center. Also, if a positive,
outspoken resident suggests a use for the center, the chances are great
that they will use the center and bring other residents with them.

4.2 ldentifying Local Institutional Resources

It is essential to create an inventory that will assist center planners in
developing programs and partnerships. By identifying and compiling a list of
resources, a center can “asset map” the community that it serves, thereby
becoming more efficient and effective in its delivery of services.

Here is a three-step process that a center can undertake to perform an
effective asset map:

Step 1: List all community institutions

U Public and private schools: including preschools, elementary, middle

and high schools, and vocational/technical schools. School board

members and key administrative staff, such as the computer

coordinator.

Post-secondary school: technical, junior and community colleges,

universities or extension services that may be located nearby.

Fraternities, sororities or outreach programs associated with colleges

and universities

Libraries, museums and research institutions

Other housing properties, including the property where the center is

located

Local business organizations. Chambers of Commerce, Kiwanis and

Rotary clubs, Veterans of Foreign Wars, professional women’s

organizations and unions

O Major manufacturers or business centers in or near your center.
Restaurants, travel agencies, Internet companies, police and fire
departments, data services, temporary employment agencies,
bakeries, franchises, department stores and grocery stores

U O O O

> Networks

Sometimes the Best
Resources are the Closest

Most properties have many
resources within their walls.
Sometimes, it is not
necessary to ask anyone but
residents for assistance.
Think about these questions,
and others, in relation to your
residents:

O Is there a plumber who
might fix a leaking pipe
or an electrician who
might wire the center?

U Are there people who
have specific skill areas,
such as computer
technology, who can be
volunteers?

QO Are there unemployed,
seniors residents or
others who would
contribute clerical
services or childcare?

O What other skills are
available to the startup
and ongoing operations
of the center?
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O Job training centers. Local Workforce Investment Boards and
job centers.

O Religious institutions and special interest groups. Churches,
temples and mosques.

O Community-based organizations. Hospitals. YMCAs, YWCAs,
4-H and Boys and Girls clubs, seniors centers, credit unions and
banks, clinics, shelters, community action agencies, community
development organizations, literacy programs, cultural or ethnic
clubs or associations and art councils.

U Press and media. Local newspapers, radio and television,
Internet news pages, cable access stations and magazines.

U Local or regional telecommunication providers

Neighborhood Networks staff, property owners and managers and
residents can brainstorm about other institutions that can be added to the
list. The list will represent all organizations, businesses and service
providers in your community.

Step 2: List the Needed Neighborhood Networks Center Resources

Because each center is different, so are the resources needed to effectively
serve residents. Create a list of everything that your center may need. The
list may look something like this:

Space and facilities where the center is to be located

Property renovation: including plumbing, wiring, painting, etc.
Equipment: hardware, software, furniture, furnishings

People: staff and volunteers, people with expertise in computer
technology, maintenance, accounting, evaluation, etc.

Programs and resources, including distance learning and courses
available through telecommunications

Complementary programs: adult literacy, after school, job
training/placement, recreational, elder services, Head Start, Fair
Start, etc.

Jobs for participants who acquire new skills at the center

Economic capability and group purchasing: buying in bulk, sharing
educational software licenses, free Internet accounts, etc.

Publicity and promotion of the center

Money: cash and in-kind donations (which can sometimes be as
good as money!).

U 0O O0Oodod

U0 OO0

Make sure that Neighborhood Networks center stakeholders think of as
many assets as possible during this process.

Step 3: Determining Need and Accessibility

> Networks

Resources Available through
Neighborhood Networks

The national Neighborhood Networks
initiative offers centers many resources
to help with asset mapping, funding,
communications, partnership and
program development, and technical
assistance.

Check out the Neighborhood Networks
Web site at
http://www.neighborhoodnetworks.org
or call in Information Hotline at (888)
312-2743.
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After completing both lists, it is best to construct a database of all the
community contact information and current resources and needs of the
center. By comparing the two, it is possible to see what the
Neighborhood Networks center has to offer the community -- and what
the community has to offer the center

Once you have completed the asset map, make sure it is accessible.
Update the map as new resources become available.

4.3 Neighborhood Networks Budget

Creating a budget is one of the first projects a center should undertake
once the asset mapping is completed. It is time to evaluate the results of
the asset mapping and implement the programs and resources
necessary to make the center successful.

The Neighborhood Networks Strategic Tracking And Reporting Tool
(START) is designed to help a center focus on calculating the cost to
start a center and develop an operating budget for the first three years.

After finishing Section 6 of the START tool online, center staff will have:
U Developed expense budgets for the center’s start up and
operation for years 1,2 and 3
O Reviewed potential sources of funding and built a reserve budget
for the center’s start up and operation for years 1, 2 and 3
O Developed goals, activities and outcomes for a fundraising plan
for the center

Budgeting for the Center

There are two types of budgets: start up and operating. Both are essential, yet different aspects of starting a
Neighborhood Networks center.

Start Up Budget:
A start up budget details the onetime costs of setting up the center and the sources of funds to cover these costs.

Capital expenses and onetime expenditures, such as renovations to the space, purchase of office equipment and
furniture, and utility company deposits, such as electric, heat, phone, etfc.

Operating Budget
An operating budget details the ongoing costs of operating the center and the likely sources of funds that will be
used to meet those costs

Expenses that will continue for the life of the center, such as salaries and benefits, professional fees, space and
utilities, equipment maintenance and replacement, software and computer supplies, promotion and outreach
expenses, telecommunications costs, educational materials, and miscellaneous others.
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4.3.1 Budget Expense Worksheet

This worksheet is designed to help center planners think about the costs
the center might incur. Not every category will apply to every center.
Please use the ones that are best suited for your individual situation. For
large items, such as equipment, it would be wise to obtain local bids
before finalizing the budget.

Expenses Start up Year 1 Year 2

Year 3

$ $ $

Center Staffing

Staff 1

Staff 2

Staff 3

Staff 4

Staff 5

Staff training

Subtotal — Center staffing

Space needs and utilization

Rent

Heat, ventilation, air conditioning

Partition walls

Installation of closets/secure
space

Expansion of power capacity

Installation of electrical outlets

Installation of overhead lights

Other

Subtotal - Space needs and
utilization

Security

Deadbolts, locks for windows

Locks and cables to secure
equipment to tables

Locks to secure filing cabinets

Locks to secure closets

Engraving pen to identify
equipment

Alarm

Installation of alarm

Security cameras

Installation of security cameras

Security guard

Subtotal — security

Equipment and hardware

Computers (including monitor,
keyboard, mouse, etc.)

Printer

Internet connection — modem,
DSL, etc.

Computer cable

Computer wires

Extension cords

Surge protectors

>

Vel

Open for Business: A Primer for Starting a Neighborhood Networks Center
Manual |

Page 28
2001



> ‘Netjgﬁbwﬁoos

Expenses Start up Year 1 Year 2 Year 3

Network wiring/hubs

Router

Additional warranties
Service contract

Networking hardware

Telephones

Telephone installation
Photocopier

Fax machine

Other
Subtotal - Hardware

Standard software programs

Word processing

Spreadsheets

Graphics

Databases
Anti-virus program

Networking operating

Other
Subtotal — Software

Furniture

Computer tables
Sign-in table

Work tables, desk

Chairs for desks, computers,
tables, etc.

Lighting

Bulletin boards

Coat racks
Filing cabinets

Anti-static floor covering

Carpet
Center sign

Other

Subtotal — Furniture

Program costs and materials
Adult education
After-school activities

Job training

Services for Seniors

Other

Subtotal — Program materials

Office supplies

Paper

Pens, pencils, crayons, markers
Printer toner

First-Aid kit

Soap

Paper towels

Other

Subtotal - Office supplies

Other expenses
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Expenses Start up Year 1 Year 2 Year 3

Subtotal — Other expenses

TOTAL [

4.3.2 Budget Forecasting

A Neighborhood Networks center receiving federal funds or applying for
501(c)(3) status is often required to conduct budget forecasts up to three years
in advance.

Here are ideas for predicting future budgets:

0 Make an assessment of your center’s priorities to forecast how much
support you will need.
If you have been in existence for several months, you might determine
which of these months you feel are representative of how your
organization will operate in the future. You can take that month’s
budget and extrapolate to the future by multiplying by twelve for a one-
year budget. Remember, budget numbers, for such expenses as
utilities, can be different because of seasonal fluctuation.
Consult with organizations similar to yours (in size, demographic profile,
clientele, market similarity or service provided) and project your budget
accordingly.
Examine significant differences between the previous fiscal year's
operating budget and this year’s, paying attention to how closely
estimated amounts compared with actual expenditures. Determine if
differences were caused by a onetime situation or by a change in

Q

Want more information?

Neighborhood Networks
offers many guides and fact
sheets relating to numerous
topics in this manual. Call
the Neighborhood Networks
Information Center at (888)
312-2743, visit the Web site
or use the reference to the
publication order form in
Section 2 to obtain these
helpful tools. Here is some
suggested reading for this
section:
»  Neighborhood Networks
Funding Guide
o Advice from the Big $$%
Winners When the Goal
is $10,000 or More

routine operations.

Contact utility companies for information on potential rate increases.
|dentify other potential revenues or expenses, such as wage
increases, staff trainings, new hires, profits from center-based
businesses, etc.

Consult with key center stakeholders to identify desired additions or
improvements to structure, facility upgrades, increased services in
center, efc.

oo

4.4 Funding the Budget
4.4.1 Finding Funding Sources

Finding funding sources is like being Sherlock Holmes on a detective
mission. Search in the wrong place or for the wrong clue, and you can come
up shorthanded. Know where to look by looking for leads in your
community, and you can strike funding gold.
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Here are some clues for finding funding success:

O Know where to start.

O Use the reference list in Section 2 to find good Internet
resources and create a solid base from which you can begin.

Q Itis effective to use targeted search engines on the Internet,
(these sites can be found in Section 2) and use the terms
“philanthropy,” “grants,” “fundraising” and “nonprofits.” This should
turn up some excellent electronic leads.

U Tap local businesses and organizations for cash and in-kind
contributions. Businesses want to contribute to the community so
it's your job to convince them that they should do so by supporting
your Neighborhood Networks center.

O Use Neighborhood Networks’” own resources. The Neighborhood
Networks Web site includes a Weekly Funding Opportunity that is
available to centers. Let others do a bit of research for you at
http://www.neighborhoodnetworks.org/. Each week, the Web site
focuses on a potential funder for centers.

O Know what to ask for. Neighborhood Networks centers can solve shortfalls
in cash flow, equipment and staff by taking advantage of the many different
resources available to nonprofit organizations.

U Monetary contributions. One obvious resource is monetary
contributions that can be solicited from businesses and individuals. It
may be wise to begin your search with those who have strong ties to the
community since they are the most likely to donate to your center.

U Volunteers. Those willing to work for free can provide administrative,
staffing and technical support, from answering the telephone to teaching
a course, depending on their skill, experience and interest. Consider
local businesses that place employees in volunteer service as part of
their philanthropic mission.

U In-kind donations. Centers can benefit from receiving in-kind donations,
too. These are non-cash contributions that can take the form of
equipment, supplies, services and facilities.

4.4.2 Grant Writing

Neighborhood Networks centers and their partners oftentimes collaborate on
applying for grants. Grants are usually offered by private foundations or
government entities and provide money primarily to nonprofit organizations.
Usually, a grant application process requires proof of the Neighborhood
Networks center’s track record. When considering applying for government or
foundation funding, a collaborative proposal with an established nonprofit may
be the preferred route. By partnering with another organization, a
Neighborhood Networks center can look more attractive to funders.

> Networks

Funding your center with
property funds.

You may apply to HUD for
permission to use certain
funds towards the
development of your center.
It requires that a few
requirements are met. First,
the Neighborhood Networks
business plan must receive
approval from HUD. Second,
HUD must approve any items
that receive funding, which
all must be directly related to
center activities.

Potentially, you can draw

from the following sources:

U Residual Receipts
Account

O Owner’s equity

Q Funds borrowed from the
Reserve for
Replacement Account

U Rentincrease

O Request a special rent
adjustment

O Excess income

The Neighborhood Networks
coordinator in your area can
answer questions about
available HUD funding.

>
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4.4.3 Preparing to Write the Proposal

Successful grant writing involves the coordination of several activities relating to
writing a proposal and usually is performed under time constraints. Utilize the
resources in Section 2 for detailed information on grant writing.

Before writing a grant, it is important to think about how you will get funders to
know who you are. An essential part of fund raising is relationship building. You
should design an outreach campaign as part of your fund raising strategy to
increase the potential funder's awareness of your center and its activities and
partners. This outreach campaign may consist of letters or telephone calls to
funders introducing your center or formal meetings where you can talk with the
funder face to face. Funders are more likely to fund familiar organizations and
programs.

Before you write the proposal, there are a few steps to think about:

O Find available funders. Much of the funding process is research. Use the
Internet, especially the Neighborhood Networks Web site, to identify funders
online. Look for funders that have qualifications that your center meets.

O Obtain proposal guidelines. It is important to see grant guidelines because
every potential funder has a different format, requirements and proposal
process. Proposal guidelines will usually tell you about submission deadlines,
eligibility criteria, proposal format, review timetable, budgets, funding
priorities, evaluation process, contact information and other submission
requirements. From these guidelines, you should have a clear idea of
everything that is needed. It is recommended that you read the guidelines
several times. This ensures that you understand the guidelines and helps you
identify questions that require clarification from the funder.

O Review eligibility requirements. Be sure that the center or partner
serves the appropriate target population, meets the funder’s objectives
and is within the funder’s geographic boundaries. Also, determine if the
funder requires 501(c)(3) status. If so, make sure the center is eligible
by referring to Section 6. Oftentimes, a center is able to partner with a
nonprofit organization and apply for the grant regardless of the center’s
status.

O Know the submission deadline. Plan to submit the proposal before the
deadline as emergencies can arise. Early submission allows for time to
react to such potential disasters as a computer crashing or the printer
not functioning. Also, make sure that you leave enough time for the
funder to receive the application. Some proposals can be e-mailed, but
others must be mailed. Build in delivery time to your timeline.

U Determine personnel needs. More often than not, proposals need to be
submitted within a very short time frame. Make sure you have enough
time and resources to complete the proposal as late submissions
usually are not accepted. Also, if your center is partnering with other

> Networks

Action Words!

Proposals are similar to
resumes. Funders are
attracted to action words that
call attention to a center’s
activities. Here are some
great examples of action
words and phrases for
proposals that make the
center more attractive:
Streamlined operations;
Moved residents from
welfare to work;
Resolved conflicts;
Shaped programs;
Strategized operations;
Composed
Memorandums of
Understanding

O Successfully budgeted.

oo OOd

There are many more
phrases that are attractive to
funders — make sure to come
up with some more!
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organizations on the proposal, make sure to confirm who will lead the
effort. It runs much smoother if one person is in charge.

4.4.4 Additional Proposal Material

It is important to think ahead about additional materials supporting your
grant proposal that the funder may require. Also, if you are partnering with
an organization, make sure they know the requirements as well.

O These supporting materials include letters of endorsement, staff
resumes and exhibit charts. The guidelines identify what is needed
for each proposal.

O Proposals typically require the signatures of board members or the
executive director. Again, review the proposal guidelines to
determine the signatures that are needed and allow enough time to
obtain them.

4.4.5 Statement of Need

The first part of the proposal narrative is the statement of need. This is what
funders will read first so an effective statement of need will stick with them.
Many funders will only remember what was written in the beginning of the
proposal, so make sure it is convincing and unforgettable. The statement
should:
O Clearly and concisely describe the purpose of the project
O Focus on the funder’s objectives and list your project’s goals and
measurable objectives
O State why the project should be supported and provide facts and
figures to support your claim
U Meet the funder’s required length. Except in brief proposals, statements
of need are generally one to three pages in length

4.4.6. Proposal Narrative

After completing the Statement of Need and describing the project and why it
should be funded, you need to discuss how the center plans to implement the
project. This is the section of the proposal called the narrative. Overall, the
narrative should:

O Describe the method and process of accomplishing your goals and

objectives
U Describe the scope of work with the expected outcomes
O Outline proposed activities

> Networks

Mathematics is
Fundamental

Make sure budget numbers
add up and are logical. Have
someone who has not
worked with the budget
check your math to ensure
you are presenting the most
accurate information to
funders.

Poor math usually equals no
chance at receiving the
grant.
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This section of the proposal is often seen as the most difficult, but is similar
to drafting a center business plan. If the center were partnering with other
organizations on the grant proposal, this would be an opportune time for a
brainstorming session. Either way, make sure you know the center's
resources and your ability to conduct the proposed work.

4.4.7 Available Resources

The proposal narrative should detail the available resources to assist you
with implementing your project. What staff, partners or other funding
resources do you have that will allow you to accomplish your goals? Also
consider how much of a person’s time would be required to implement the
project as this will determine what resources are needed.

Use START for help with this section. If you have completed START, then
you should already know the funding you receive and how your staff is
utilized. For more information, visit the START homepage at
http://www.neighborhoodnetworks.org.

This is also where you should identify key staff, staff roles and credentials.
4.4.8 Timeline

The last part of the proposal narrative is the timeline. This is important
because it shows funders your thought process and how quickly you believe
you can complete certain tasks. The timeline should include:

An outline of start and end dates

Schedule of events

Projected outcomes and deliverable dates

Sub-project team leaders (if partnering with other organizations)

4.4.9 Proposal Budget

The budget is the cost projection that tells how projects will be implemented
and managed. Budgets should include all sources of income and
expenditures for the center (as well as its partners, if applicable), including
in-kind donations and matching revenue. A sample budget can be found in
Section 4.

The proposal budget should be linked to the project description. Any gaps
between the proposal budget and project description should be explained.
Funders evaluate proposal budgets to determine if the project can be
accomplished within budget, if the costs are reasonable, if the budget is
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consistent with the proposed activities and if there is sufficient detail and
explanation in the budget.

4.4.10 Project Evaluation

How will you determine if the project is a success? How will you convince your
funder of success?

Building in an evaluation component into both the project and the grant proposal
will help you and your funder answer these questions.

Evaluation is important because most private and public grantors require it. Itis
also important because it helps you prove the value of your project to existing and
potential funders.

Evaluation mechanisms should be linked to the project description. You should
take the evaluation to the next level --and impress your funders -- by providing
them with the results of the service you provided and the long-term impact of the
project.

4.411 Sending It Off and Following It Up

Once you submit the proposal, make sure that it arrives at its destination on time.
For e-mail submissions, select the return receipt option; for mail submissions,
track the package via the Internet, via the carrier or by telephone via the shipping
company.

After you have successfully submitted the proposal, your work is not done yet. Be
sure to contact the funder to find out about the status, evaluation or outcome.
Request feedback from the funder about the strengths and weaknesses of the
proposal, if this information is available. Inquire about official proposal debriefings
offered by government funders. Remember to send a thank you letter or call the
funder if your proposal is funded.

Also, it is important to keep funders involved with center activities to increase
chances of future funding. It is very important to recognize funders as partners

> Networks

Grant Writing Tips

Don Druker, program officer
with the National
Telecommunications and
Information Administration,
provided a view of the
granting process from the
funder’s perspective in a
2001 Neighborhood
Networks teleconference.

As a reviewer of grant
applications, Druker
explained how funders look
to measure outcomes to
justify their investment in a
grantee.

“The grant goes to fund real
problems, innovative projects
that will maximize community
involvement, deal with
disparity and result in a
positive outcome,” Druker
said. “We try to maintain a
focus on the outcome. The
statement of a problem,
technical solution and
measurable outcomes are
the three determining factors
in assessing the grant

and maintain the relationships established with them. application.”

>
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Section 5: Program Development

Program development is the core of a center’s successful operation and
sustainability. Provide programs and services that are relevant to center users
and center users will keep on returning to the center, funders will continue
funding programs (and even expand their commitments), volunteers will flock
to the center, and partners will readily step up to the plate with additional
donations and resources.

Section 5 describes some of the programs commonly offered through
Neighborhood Networks centers and offers guidance about how to determine
the priorities and interests of residents. It also provides practical tips about
commonly offered programs.

This section also describes communications strategies center organizers can
use to inform target audiences within their community about their programs
and successes. These include newsletters and other general public
awareness strategies, such as media outreach, outreach to local officials, and
public meetings.

5.1 Likely Neighborhood Networks Programs

All Neighborhood Networks centers are different but there is a common thread
among them — all centers strive to meet the needs of children, adults and
seniors by providing relevant programs and services. Programs and services
offered by centers include:

Computer access and training

Job skills

Pre-school and after school activities

Adult education

Elder services

Basic computer skill classes: Internet, email, word processing, etc.
Career development and job preparation

Job placement

Electronic publishing

Electronic commerce and micro-enterprise development

pooopopooodo

Neighborhood Networks centers have become successful by developing
programs with a technology focus. It is important to stress to your residents,
that while a center provides computers and technology training, another center
goal is to develop a sense of community. Programs like childcare, health care
awareness, drug and alcohol prevention programs, and religious-based
meetings all have a home within the center.

> Networks

Want more information?

Neighborhood Networks offers
many guides and fact sheets
relating to numerous topics in this
manual. Call the Neighborhood
Networks Information Center at
(888) 312-2743, visit the Web site
or use the reference to the
publication order form in Section 2
to obtain these helpful tools. Here
is some suggested reading for this
section:

o Neighborhood Networks Centers
Link Residents to Health
Information and Services

« The Web: A Source of Health
Information for Seniors

o Neighborhood Networks Guide i
Information, Training and
Technical Assistance Providers

e Funding Educational Programs

e Youth Education Programs

e Engaging Adults in Literacy
Programs

o Creating Employment and
Entrepreneurship Opportunities
for Youth

e Engaging Education: Integrating
Work, Technology and Learning
for Adults

e Helping Residents Succeed on
the Job: How to Design and
Deliver an Effective Job
Retention Program

e Helping Residents Achieve Self-
Sufficiency: How to Design and
Deliver Career Growth and
Advancement Assistance

o How Neighborhood Networks
Centers Can Support
Microenterprises

 How to Design and Deliver an
Effective “Outsourcing” Program
Creating New Businesses and
Jobs for Residents

Open for Business: A Primer for Starting a Neighborhood Networks Center
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This manual primarily focuses on the technology-driven programs and more
resources to assist a center planner in non-technology-based programs is
available in Section 2 and by calling the Neighborhood Networks hotline at
(888) 312-2743.

5.2  Selecting Programs

In Section 4, you surveyed the community and discovered that there are many
program and partnership options. With this information in hand, you may have
an idea of which programs would make sense for your center to offer. The
most vital information, however, comes directly from your residents. The
Neighborhood Networks Strategic Tracking And Reporting Tool (START)
assists center planners in conducting this survey.

5.2.1 Resident Survey

A survey of residents should be easy and straightforward. The survey will
accomplish two goals. It will help you identify the programs that will be
valuable to residents and attract residents to the programs and services the
center offers. By establishing programs that are of interest to residents, the
center will improve its utilization and obtain programmatic goals.

As a center planner, it is important to keep a few things in mind when planning
a survey:

U Conducting the survey: Make sure that you know exactly the
information you would like to obtain from the survey. Itis
recommended that residents be surveyed annually so it is important
that the survey contain the best questions possible.

O Preparing and scheduling residents for the survey: Let residents
know a survey will be conducted. Do not surprise them with it and
make sure it is conducted when residents have time to participate.
Holidays and school recess or vacations can be inconvenient times for
residents to participate.

O Maintaining confidentiality: Many residents are wary of surveys.
Unless it is absolutely necessary, do not ask for their name,
apartment number or other distinguishing characteristics.

U Collecting and reviewing completed survey: Do set deadlines.
Insure that residents return the survey to you in a timely fashion.

O Determining the adequacy of the response rate: Determine if
enough residents completed the survey to provide an adequate
picture of center ope